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MEMORANDUM FOR DI DCY NIPE
3UBJECT © The Management Aspects of the [ ©°0'g

Courdination of the U. 5. Foreign Inteil gor-- &

RELATED REFERFNCER a. Memnorandum from Chm. P¥FIAR tz L€,
dated 8 June 1954,
b. Memorandum from Mr. MeCome to
Gereral Cartor, dated 1i Juns 195¢.
€. Meinorandum from Mr. Parroit to
“r. Bross, dated 7 July 1944
l. In Reference a. tha :'FIAR provides a solid ‘base fron: waic: to
make your own unilateral nttack on the DCI's Community mameseme nx
problem, and a a,ecific asd higa level requirement for infornsation of
the type and in the for:n that he reywires im order to make 2 merarim ful
report to the FFIAB on thes- aapects of ais coordination job.
2. In Refersace b. the SC] emphasines the value of this errnual
report to the PFIAD as a means of acyuainting thern with any deficie scie :
limitations or conflicts of suthority and responasibility whica ishibiz 1.:e

DCI from carrying out tha basic objective of his coordinaticn 303, 3¢

forth in the foreword to NSCID Ne. i ' The intelligence afiort iz a

national responsibility and rust be a0 organized and managed &5 to . wai

to the maximum the availabi« rescurces of the Gov.rarment and i sa-inly
the intelligence requiremaents of the National 8ecur<ty Council and of :he

departments and agencies of the Governmaent. *

a. With respact to ;ossibie ‘'conflicts of authority wnd resps . aibl .,

1 would auggest that the .3CI and the Commaunity are nov' fne=d w:h,
at worst & "confliet”, aad at least, an undesirabie ancoordinated and
costly duplication of affort by the BOB, the PFIAB, and in DO, tee

QSD, who are all demanding volumirious informatisn from 1. [T

munity. Only the DCL the man vhom even the Chajrman/| FTIAR dago:

as the Senice Intelligente Officer of the Government, has so far :aile:
to demand any aspeciai revorts from the Community. In fair:cgs o

BOB and the 03D, it rawst be noted that they now make 2 jeirt ‘at ace

¢n the DOD intelligence ¢ommunity with varying degrees of partic JOY 1 B

by representatives of th: DCl, amd de make the reaulting recorts
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{(CCP and CI¥) ssailable to him.

b. The latest ietter from Mr. Clifford makes it ~less that the
Teports they nave requested {rom Defense and State will not be g I
available to the DCY presumably, they have no objection i hig seir;
privy to the report mude te tse Board by the CIA. Ths 2 §5IAB il
independently study these reports and present thelr findinga to %o
Prali;iasn!. The DCI is agparently expected to report to ths 3om-d
on hia coordination provlems witheut knowledge of any relevant ‘sel-
or issues which State or Defense nay rajse in their reports to < qe
Board. However, ia ta:s same letter, Mr. Clifford dpears te
suggest that the DCI develos, lice the Board, his own inde;-ende ot
information re uire-cents and lay them: on the Ceramunity. It i: na;:
to imaging a situstion nore cendusive to compoanding the confur .op
that already exists within the Cemmuaity with respect to 112 LC '
¢oordination role, capecially in the area of management. | bell-ve
e DCI can lick this proble:a and propose a solution further on -
this paper. The gist of the idea is that he get in behinc th: iror: lis-
of the Commgaity members and join ferces with them in their co--
frontation with suca sutsiders as the PFIAE, BOB, etc , snd ge: fre:
them the kimd of operational information that is the foundation fo- thi!

future programming and budgeting--in other words, he gets thet ‘ezt .

2]

with the mostest information.

€. The DCI also proposes M‘:';nd other stafl oy miss
of the Beard confer fre,uentiy with you and Kirk. In this connec iop,
would urge that the NI>I 5taif have its own unilateral woriing e a!
liaison with the Board's staff on matters which deal with Cornemacity-
wide problems and tramscend those of any individual departrenc
agency; in addition to the practical wWork-a-day values o7 3uci gn
arrangement, it would further strengthen the image of your staif s
representatives of the BCL compietely separated from Lis rsie 4 -

D/Cla.
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3. As Tom Parrott pcints out in Reference ¢., we shoulé recs ive
the State, Defemse and ClA reports to the PFIAB, not enly lur taeiz iafs .
mation value;but, mere importantly, because it is right and | roper for ¢
Senior Intelligence Officer of the Government to have therm, unisss we
to asaume that the Z“FIAB is in fact, the residest's IG to which t1 » Ci-
munity menibers may socr-tly report their gripes. Assuining the . <)
does, and Ibelieve he cas, convimes Mr. Clifford that he shesld poe ¢-
¥eporta. we need !t; §2t then promptly 40 that we have sufficient th e t -
study them. Assuming we did get them on | October, a deadline of
15 I)ac;mber for the Caminunity report would be a bare minimun &
t_ime to do a good job on them, svem if they did, in fact, Arovide the Tin:
of "basic raw material” that we need; a prospect which, on tha Lasi: af
past experience is higaly vniikely. These reports will be untlateral:y
prepared, uncoordinated, and subject to the divergeat interpretatios s si
the report outline that uaunlly happens in such cases; for thes- reas =g,
it is doubtful that the data will be sufficiently comparable for us to 1 atc
the pieces and develop 2 maosaic that will enable the DCIto obuerve e
true totality of our forsign intelligence effort from the two basic SEF ~pet -
tives common to any and all of its parts:

a. The Target Céuntry Ferspective.

b. The Intelligence Jystern Pergpective.

4. The Target Counitry terspective (TCF) is essentia! to enabl. the

DCI to determine whether o5 not the U. S, foreign intelligence aifort :a

properly balanced in terma of thase national interests which are relited

ta this country's relations with foreiyn nations. The only justificati m £

sperding the taxpayer's man:y on a foreign inteiligence effort iz thai its
product is essential to enablic tais Geverament to maintain 2t 87! tia o3 ths
posture vis-a-vis every [(oreign retion that is rejuired for the protegiion : |
our pational interests.
a. From the DCI's Commueity - wide point of view, it is not at a
sufficient for him to xnow marely how muck money and MmBALHwe - i

invested in the collection of solitical informatior, the productios 5f
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5. ‘The Intelligence dystem Ferspsctive (IT) is essent:al for th DO

to determine whether or not the basic parts of the foreign intelligence =ife:
are properly mixed and balarced as a whole, or as applied to individu:!
ceuntzi#a or groups of coustries. This effort must be lookec at as & - ystr: -
which has four basic parts az«d all must opevrate sffactively for the effirt

to be aucceasful, they are: COLLECTION, COUNTERINTE] . LIGE NG |
F’RQPY}CTION and JUPFORT The first three are the cutting eupes o the
into_‘ltigencd system and it is on these ironts only that you can wis or i:se

ﬁu game. (Counterinte’lijatce, by NSCID definition, includes the co isel.

of information, the produciie= of n finished intelligence product, and ¢ ‘fon: ::

counteraction against other intelligence services.) No intelligesce efirrt
against any target country ¢an be effective uniess all three of these cuitiag
edges are present in the systam and, in proper balance or “oudx .

&, Support involves & wiwle host of services, some are abse!utal .
essential in all situation suck as communications. others vary accords g
to circumstance. For instance, a good transiation service may 5= & =.ust
in one case and umnecessary ir anvther. Some sUPpoOrt servives tan b
broken out on & target couniry basis, cthers cammot. Howevers, .r:.oriant
a8 they are, none of the Jupport activities of and by themaselves, collsct
any information, produce amy {inished inteiligence, nr counter tae inte !i-
gence activities of other countries. Even the most exoiic and exosensive
R&D projects pay off only whan and if tneir breakthrocgns car be =ifed ivei .

exploited on one of the {rons {ines of the intelligence system.

a. The booklteepcrs of the Community, and rightly 50, ars ivieres .o

in getting at the total cost of the intelligence effort and tharcfor st ive @ -

aliocate as much of the 51:port as they can to the cutting edge acti-itle:
being supported; the pictire of the effort thus portrayed i» ti¢ various

programs aml budgets in the Community is fine for the bookiespar - U

not worth & tinker's dam to the DCI who must kmow how iauch :l

apd material is directly ¢nd productively engaged iz Collegtzan, 2+ odu i

and Counterintelligerce, and snould kmow the same for Supporr.
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7. For far too long it has been the praetice in this Comuauric; to ~on- ILLEGIB

sider the separate parts of tie forsign irte!ligence effort individually,
ILLEGIB

its totality. We must stop tailing about imoprovinyg our collection =ifor

America for example and, inmstead, taik about improving our Intelligs s

To do this, we must first havs a census that will identify the tota!
rmanpower and material devoted to sack of the four majin parts of ths 3 ste::
Collection, Counterintelligence, . roduction, and Support, with Lit.al ..nd

primary attention to the firat turea.

8. The DClraust do wiat “illinm the Congueror did in Fnglasd al son
900 years ago; get up his own Jomesday Boak for this Communit: Ce-tai: -
if William, under the conditions pravailing in his time, eould takic a ce sus
s0 complete that there was not one ox ot one cow or one pig in al! fngl:ed
that was not put down in his record; Jobn the Coordinator can wake & ce sus
that will not leave unrecorded one Collector, one Counterinteliigencer, e
Froducer or one Supporter anywhere in this Community, at home o7 ab-oad
Paragraph 3c of N3CID No. | gives him the authority to make such = ce vsuq
and the PFIAB requirement thit he make an annaal Community ressrt d mas
that it be done now. Finally, lat me suggest to the reader that the ~ame TR sday

ILLEGIB
Book” is no less appropriate for the Cocrdinater's census than it wags fe- th -

Conqueror's--John, like Willikra, will spare none but judge all men wit ou

9. Bits and pieces of the type of information required for this cens &
are avallable in the Community. However, such information 1+ not avai abl
in the program and budget docuzianis that we have been working with up 0w+
Nene of them arc designed to give tee LUCT the kind of information l.. nee i3;
because most are deminated by other than intelligence considerations,

a. The CIP, fer ecxmmple, is designed to fit in with the overatl
programming and budget sy stens of the DOD and therefor s hraoten

out into “elements ' that it that system, rather tham into the bawsic

parts of any intelligence systern. The met result is that the Cl* doe

not provide & clear picture of tha balance and mix of the DOD foredig:

-9 -
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SECRE

e{fort on an overali basis or fror a target country perspecti.e.
b. The CIA budget .s atromgly influesced by the fecoudity b mas
the requirements of the Hureau of the Budget and the Hill (cbjec.
class data, etc.), and by the desire of the Agency budgetaers to :lig
as much support (obverhaad) cost as they cEn uader ome of the opecatic 4!
rugs; thiz may be an admirable ebjective from a budget polst of + iew
but it has the leas desirable offect of yreventing the DC} fro-r geTing
a clear view of the culting edges of the Agency's effort.
¢. The type of infornation the DCI needs is now in the ~and of.
or can most readily be oitained by, the ‘operstors' who are in d roc

charge of the collection, counterinteiligence, productior and su P ort

-machinery within the CTenununity. R will be found, I heiteva. i ugh

documents as DIA's collgction plans, CIA's cperational ATOJTALE: abs

projects, etc., not in the documents produced by the Progra.i:me. s i
budgeteera. This, in fact, is a distinct advantage because it nesas £
in taking our census we do not have to disturd these peoyule v the o
who are continually tied v with the programming/budget cycic as.i ha-
little time or inclimation to get up any special! data not needec in t eir
regular work.

d. In the COD, for instance, 1 belleve we should work directiy wii
the Cellection Manage:nert Officer under the Assistant Director £ .5
Acquisition, with the ’roduction Mansagement Staff of the ¥’z scuct on

Center, and with their closest counterparts in the fields of (Inunte~int-

and Support. I ls recogn:. ed that in the DOD we aave actlivities iociws o

in the CIF that do not rently fnll irto one or more of the basic rar 3 o
an intelligence system as describved above; mapping and charting i: a
case in point, but if it Is to be considered a Fart of the overei! for ign
intelligence effort and subject to the coordination reaponsibility of the
DCl then he must be in a ;osition to obaerve it from an intelligenc o .

of view.
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10. There is spother proclen: witain the Community which iwms o ~ire ILLEGIB

-

bearin g on the DCT s abilily o coordinate it in terms of "mawgm:’

intelligence effort as a natiora! responsibility, and with primary =mapkasis -
the intelligence objectives this effort is supposed o achieve.
a. Iwxreasingly over recent years the operating persoma=! wi tip
the Comimunity bave beer constantly on the defensive against the B 13 . ¢ ILLEGIB
their countezparts w.ilin the departments and agencies, wits their |:|ILLEGIB
in most cases, largel; in charge of the budgeteers within thair o [
:aﬁmu who, lixe the BOL peojde. seek to win braowny peiats bv ew cing
and slashing at mmonsy ant. manpower--and rightly 3o, it iz tsewr jo -
B. It {a not the primery job of the OCI to protact the fiscel int-gri:
of the Govermnsat, tiere are many dedicated to that caus.. ihue [ 1%
job is to develop, promate and mamage an overall intelligencs syst-m
that will ensure our national security, including the assurance that »a
can protact all that the budigeteers bave so industriously saveu
€. The DCL as tae senior inteiligence officer of the Sovernear st
must be in 3 position whare he can honestly and wholeheartadls cefe 4,
sgainst all comers, whatever size, mix, balance and employincst o
inteiligence resources the Community, in its corporate judgment, ¢ n-
siders essential to achieve & iully efiective foreign intelligence effos .
Teo do this, he :nust have a thorough knowledge of the totality of 2:e

intelligence forces curremtiy in being, especially the cutting edges,

nadﬂbe in & position to influance the future plans and proposals of the
Cemmunity merabers, prior to the imitiation of the {ormal programiz ng
and budget cycle sach yoar. Any disagrecmnents between the 0! and the
Compnunity, or among its rembers, should be fought out withir the
intelligence family alome, s that, to the greatest extanmt, they tas pre sep
"s united front when the timie comes to subject their proposals ts the
serutiny of 'sutsiders’’, rathwer than be imdividually chopped to piscen

without henefit of any assistance irom the DCL If the intelligunc: eif -t
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of the U.5. is a sationa! resporsibility then it should be pationg Uy

ILLEGIB

T & Iweomrast ® Tie kilsallstie approneh inherent in ico pr oo -
outlined above, the nore practical cynic would probably save th 4
say. The members of this so-called intelligence ‘eommusity * ira .

states-right minded that they will aot join forces, ever to cefen

themselvas; most of the.n are so low on the totem poles o their res: - -

tive organizations that the corporate suthority vested in theoy by vires

of their mumberahi; o: the USIE is of little real value: within ¢ =
military, intelligence 15 a function of comnmand and not subjeet 1
outside “imterferencu’. the ClA i & loose federation of fo: cal 1t ~aa
who will wear noirman's collar; the N3CID's are scraps of zaser amd
the Cernmunity a I otes:in Village.

e lwould suggos that coordimation, like politics. is tie a i of
the possible and that the best progress in this flelé will be inagle by

those whose motivatiag force is a nicely balanced blend of idealism

te drive them to keej trying for the things they believe in, &nd 1:'

to curb their desira to do too much too seon.

1l. At this point in tlac, let us start our community -wide corns s wi

initial and limited objective:

3. ldeatify the tatkl number and the location of those i 5, jarse «

within the Intelligence _ammunity, at home or abroad, wio are e -

and productively engage€ in =ach of the following three bDasic sar 3
of the intelligence systeru
{1} Collection
(2) Counterinteiligenace {including counterespionage}
{3) Preduction
b. Brsak-out the kizntiflied Collectors in accordance with th -
type of collection activily in ‘which they are engaged, . e, usc of 2.

resources {further broXan between overt and clandestine), o NI,

Iatc. The specific break-outs ~v~ild e

firmed up after consuliation with the ‘collection chiefs’ in tae [ 97 JENTOW
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The Froducers would b= broker out in terrs of the firishas int-iif-
g=nce product involved, i.c¢., political, ecomomic, etc.

¢. For each targeti country, determine the size and nature of 1+

intelligence syatem tar ;etted against it, i.e., how many . 5. sars: nel
are directly and productivaly engaged in collection, cuunterinte lige:
and production work against such country.
| 12. Upon completion of the census identifying the U.S. perseoni.al
engaged in the cutting edge >arts of the intelligencs system, th: nex:

{second) phase wuuld be ta varx out a method for ideatifyirg Ut rarieris

which these personnel use t.emselves in carrying out their coliecticn, 31 -
duction and counterintaliigance work, i.a, material sasential to the jobs.

be done. The next {third) shase would be to work out a systen: for rasti:

in gemeral terins, split-pésny accuracy is nmot necessary, »oth tie r.ami: -
and material that comurise these cuiting edges of the intelligenca syste-:
both in totality and on & tazget country basis. The final (foirth) sha e,

and this would be a coinplicated one, we would develos our cersus ad

cost system for the Suypoert area. including a methed for iantifying the.: ILLEGIB

support efforts that shouid properly be identified with the cutfing edi +{s}

supported because they would be unnccessary if there werc no such sctis o3
to be supported. The other product of this effort would be a ¢icar k aatif -
cation of these support activities that are clearly across the board #v,
program wide in CIA terms and therafor affected by changes in tae t.2al ¢

e of the intelligence effort being aupperted rather than its incivich izl ports
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